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OR‘A M[ZATIOMAL DEVFLOP: n'T, OFFICE OF REFOATS # 8D FoTIMATES,

1946-1950
The intelligence-producing office of the Central Intelligence
#gency existed from 1546 to 1950 under three different nanes: the
Central Reports Staff, the (Office of Aesearch snd Fvaluetions, and
the Office of Reporis and Estimotss, In its firgt manifestetion,
although it was little more than a group of people rather hastily
brouzht together as a result of the PFresident's request for immediate
delivery of a deily sumsary of current intelli.ence, it had definite
and pr&ctical plans for future production of the type of "strategic
snd natioﬁ&l policy intellisence® callsd for in the first girectives
of the “stional Inteliigenre futhority. Under ius other titles (the
chanse was made Octobir 9, 1946 out of deference to the State Lepartment)
1t was 2 constantly expanding, frequently recrzanized combinstion of
esearch facility, producer of national intellirence, and custodisn
F 2 miscellany of fun~tions, some of them marzinel in refercnce to
e originsl purposes for which the Office was designed. <hat the
fice w-s able to accomplish during this period is indicsted in
.y studies (psrticularly %os. 10-18). The present paper discusses
v rious plans of orzanization under which the Uffice attempted to

9harge ite function.

P CENTRAL WE/OKTS OTAFF, FEBRUARY=-cULY 19LE

B the second directive cof the seticnal intellience Authority,

the |pector of Central intelliyence was instructed to proceed with the
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dissemination of strategic and nstional policy intelligence; and
simultansously to produce smrie? of current intelligence, The
pPirector delezated this dusl task to the Central Reporis Staff which
consisted of five pecple assigned by State, elght by Wan, and four by
Navy who met for the first time in Room 2C71k, the Pentagon, sarly
in Pebruary 1946, On the fifteenth, they produced the first issue of
the Daily Summary.

This group was organised informally ss a “current” and ®gstimates”
staff under a singls chisf, Because the group wes as yet considered
incapsble of wndertaking the work of estimates production, the "current®
section alone was sctive; in other words, the sole immediste pre-
cocupation of the group was with daily current intelligence,

It wes intended that both the intelligence summaries (and the
estimates when produced) would be based on informetion furnished by
the Agencies, The funciion of the Staff was to integrate &1l currant
information recelved, primarily for the use of the President, Theoret-
ieally, this might be dons by a few compelent news snalysia.

It wes found necessary, however, even for the purpose of making
an intelligent selection of dispatches, to have reference tc area
sxperts, It was therefore proposed by the chief of the Reports Staff
on March 15, 196 that there be added to the "Current 3Jection™ eight
ssnior snd four junior analysts to a2id in the seleciion and presentation

of current intelligence, On April 15, a more concrete organiszational
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proposal was made to the effsct that the Ceatrzl Reports Staffl should
conaist of (a) an "0ffice of Lhe Chief” conteining the Chief, his
Deputy, the Editor and Assistant Editor of the deily summary, and a
%Secretary”; and (b) five geographical "branches" whose principel
purpose, for the time being, would be to advise the Staff in matters
of current intelligence. These "Branches® snd their complement were
specified as: "Western Eurcpe-Africa; Eastern Europe<-USSR; Middle
Zast-India, and Far East-Pacific with ten smployeez sachj and "Western
Hemlgphare®" with zaven.l |

It was at the same time proposed that four persons of the rank
of *Colonel-Captain-r-3" be sent to the Central Reports Staff on
permanent asaigzmant from the various Agencies, a3 "asalstents® to
the Staff, This last request represented the essential element in the
plan for the Central Reports Staff as originally conceived,

Had the scheme besen brought to fruition, these *assistants®
would have been, if not smpowered to spesk for the chlefs of the
agencies they represented, at least fully cognissnt of thelr official
views. They would be in position to know, both in the case of intelli-
gence estimates and of current intelligence, what their agencies would
and would not be prepared to say. As experts in the field of intelli-
gence, Nuorthermore, they wuld be sble to aid Central Intelligence in
the preparation of estimates and of current intelligence items, In
cases of unsvoidable disagrsement, they would be able collectively to
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1. This part of the organisation will, for econveniance,
b m& conmtantly in this study as *The Branches”
duﬁm the act that all "Branches” bdeczme "Divisions®

1. For a daecussion of the methods of coordination actually
adopted, see No. 9
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help formulate dissents satisfactory to all parties in accordance with
the dirsctives which called for statements of "agreed" dissent. Through
working asscciation with the Central Neports Staff, the "assistanta®
would gain a familierity with the Centrsl Intellizoncs point of view
which would be valusble in their relationships with thelr own agencies,
Wartime experience had shown this method of producing Joint intellie
gence to be eminently practicable in relstion to other modes of groeadnm.l

Had the plan been put into effect, the Central Heports Staff conld

have been organized somewhat in sccordance with the followlng plans

TAB A

Proposed Organization of CRS, April 1946

Office of the Assistant Dlirector

State War Bavy

Representative Representative | Representative [T

Current Section Estimates Section :

|
i

q ] Regional Branchee l

il |
| g
! f'e
¥ r_
éL... Intelligence Agencles -
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Such & plan would call neither for an elsborate orzanization nor for

a large grou; of people. Aside from the Assistaut director, his

Deputy, #nd the three {or four) ezgency representatives, there aizht

be the forty-seven ssnior and junior enalysts mentioned sbove and

such added secret:sriel and professionsl help as might leter be’r&-
quired, !8 the Asency regresentatives became sccustoned to their dual
role, the task of producing "coordinated® intellience should be faeili-
tated.

The nlan was never slven a trial, Asency "Assistants” were finally
assizned, but they were not glven the necessar; slatus elther with
respect o the Oroup or to their respective sgencies. Only one of then
was physleslly statloned in Centrel Intelligence,l Corrsspondence
petween Central Intellience and the fgencies was rcuted through thew,

: 2
but they fell fer short of performing the functions originally intended,

THZ OFFI0T OF RESSARCH AND FVALDTICHS, JULY-OCTOBER 19L6

The Central Reports Staff, as such, may be sald to have lasted four
months. The event that changed iteethet had the effect of ereating an. .
altocether new end different situation--was the signing of the Fifth
Directive of the iamtlonal Intelligence Authority on July &, 15h6. focorda
ing to this Directive *,,..the Director of Central Intelligence is hereby
suthorized to undertake such research and analysis as msy be necessary to

deteraine what functions in the Tields of national security intelli.ence
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1. The Mavy repressntative, Captain 3, B, Prarkel,
becans Chie? of tho Zastern Bareps/USSR Brench in
the Office of ieports and Zotimates., The others
vompined in their home oifioes, ‘

. m s discussion of this plan see Derling, 4. B.,
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as are not being presently performed or are not heing adequately per-
formed, Based on these determinations, the Director of Central Intelli-
gence may centrslige such research and analysis sctivities as msy, in
his opinion and that of the appropriate member or members of the Intelli-
gence Advisory Board, be more efficiently or effectively accomplished
centrally,”

Pnder these terms it was theoretically possible for the Central
Intelligence Croup to systematize intelligence research within the
government as & whole, It was alsc possible, under the circumstances,
that the group might become a fourth {or fifth) agency not so much
coordinator as compeiitor.

The change of title from "Central Reports Staff* to "Cffice of
Research and Evalustions" came sbout on July 19, as a direct result of
the Fifth Directive., This dscision of the Rationsl Intelligence Authority
hed certain other direct effects on the Office,

The first had to do with its sime. The proposed Branch organisation
for the Central Reports Staff had called only for professicnal advisers
to the *0ffice of the Chisf.® The new Dirsctive opened the way for
8 large staff of analysts and all the parsphenalia that goes with
intelligence research, Had the resultant expension occurred under
dif ferent circumstances, with more time to consider the implications,
and fewer distractions within the office, it might have been tesken care
of with less marked consequences. As it was, the influx of new employees

helped to introduce confusion into the problem of organisation,
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Once Central Intelllgence had at its command the research facilie
ties for which it had originally expected to have to depend upon the
Agenclesy; 1t had achisved a position of dubious strangth, It had
control of an intelligence research organization, but it Aid wot have
control of the entire intellipence research organization., It was, in
| sffect, pertly indepandent and partly dependent, Tis own research umit
wag compelent but not omni-competent. Yet for the purpose of making
estimates, the Officas of Research and Evalusii-ns was naturally tempted
to rely primarily on its own facilities, It had to be aware, nevertheless,
that it could acquire gertain types of information, particularly regarding
militery strenzths, only from the outside; and that the Agencies could
snd did withhold information when they chose,

Meanwhile, the Agencies were dismayed st the establlshment of an
intelligence research activity in Central Imtelligence, As the chief
of the Central Reports Staff wrote in Jamuary, 1947, the effect of the
change made by the Fifth Directive was not only to obscure the originsl
function of Central Intellizence {to produce "strategic and national policy
intelligence”) but to create alarm within the Agancles shich could mot
be convinced that their own functiong were not belng duplicated--because
in fact they wem.l It was these Agencies that Central Intelligence was
created to "coordinate.” The Office of Research and Tvalustions would
bave the leading part in this endeavor, The atmosphere created as a
result of the Pifth Directive added greatly to the difficulties that
coordination was certain to entail. (See Mo, §) To that extent it

complicated the problem of discovering a successful plen for organising
the Office,
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1, See Nontague's "Souvenire®
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Other changes that tock place simultaneously with the formation
of the 0ffce of Research and Evalustions had marked effects on the
development of the Office., With the arrival of a new Director of
Central Intelligence came a new Comzittee (the Interdepartmental
Coordinating and Planning Staff} which was, in effect, iaterp&aﬂd
between the office of the Assistant Director for Research and Evalua-
tions and that of the Director. Also at the time when the 0Ifflce was
undergoing such radical change, a new and leass experienced Assistent
. Director took the plase of the Chief of the Centrel Reports Staff
{who had been sciing) with the duty of presiding over the expanding
force,

On July 22 a2 functional chart of the Central Intelligence Group
{See Tsb B) was published setting forth the duties of the Group under
| the new dispensation, According to this chart, the 0ffice of Research
and Evaluations:

1. *,...establishes requirements for and produces strategic
and national policy intelllgence affecting the national security for
use as required by the various departmsnts of the govaramment.

2. 1Inm aloas coordination with sppropriate intelligence divi-
sions of participating goverumental agencies, conducts the necessary
review, resesrch, evalnation and integration of foreign informetion snd
intelligence and evalustes the significance of trends and developments
as they affect national security,"

This broad description was applicable to the fimctions of the
office as planned more than as in operation. In point of fact, the
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Office of Reia&rch and Evalustions, being simply the Central Reports
Staff renemed, was confining itself slmost entirely to current intelli-
gence which now included a weekly digest, first published Jume 7. For

this purpose 1t had developed an orgsrdsation represented in Tab C,

TAB C
OFFICE OF RESEARCH AND EVALUATIONS, 15L6

‘ Adxinistrative
Assistant Director snd Plans
Staffs
|
Intelligence Staff
{Chief, Deputy, plus
Editor and Assistent
Editor for Two Current
Intelligerce Publications)
| _ . l
Westem Sastern rﬁear T
! )
Eurcpe Burope | ) Bast || Par Latin
and USSR | Africa | | East rican
Borthern Branch | (Kot Yet ', Branch |[Branch
Branch | Operating)

A more fully developed chart would show signs of other activities
representing, for the most part, the expectation that the Office of
Research would include a full-siged reference uniiy but these were the
sasential ones, As to its business, the Office was receiving daily 2
fair vwolume of State Department talegrams, military dispatches, and
miscellanecus reports from the Agencies snd the Strategic Services Unit,
These were scanned by the Editors and digested by the small Branch
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organisation. Between them, the anslysts and editors selected those
of sufficient importance for inclusion in the Daily end condensed them
for publication, The information so received was further summarised
st the end of the week in the weskly summary.

The Reglonal Branches contained persons familiar with the areas
representad; the Editors were trained observers of the international
scene, Pending the srrival of specislists on Near Eastern Affairs,
one of the editors took general sharge of intelligence from the Near |
Bagt-Africa. Despite the apparent inadequacy of such a small group,
1t was sble to produce Summaries that will stand comparison with those
produced later by a larger, more highly organised staff.l

\s & result of the decisions of July B, however, the small staff
was due for considersble incresse. Despite the employment difficulties
created by the peculiarities of intelligence, new employees began to
sppear in relatively large numbers after August., Many of them were
brought into the Central Intelligence Group without knowing, except
vaguely, what 1t was, or what their work was to be, There was no
opportunity to give them a grounding in the theories of central inmbelli.
gence on which the OGroup hed been founded nor to dissbuse them of the
ides (which amust have sesmed self-evident to many of them under the
circumstances) that current intelligence was the primery if not sole
function of the of fice, |
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DROANIZATION TH PRAC TICE

¥ssnwhile, She Office of Research snd Evaluations developed &
scheme of organisstion which may be seen in the accompanying chart
dated November 22, 1946 (Tab D). In sctusl practice, however, the
organigation of the Office appeared more nesarly as outlined in Tab E

attached.
TRE B
SKELETON ORCANIZATION AS OF EWD OF 196
Agaistant Director
{ and Deputy)
Plans
Adpinistration and
Policies

Intelligence Staff
Begional Funotional
Branches Connultants

Convonticnal lines of relationship have been deliberstely omitted
from this chart bacause they might be misleading, particularly with
relationship to the Intelligence Staff, The *Branches" did mot report
directly to the Intelligence Staff, nor did they report exactly to
the Assistant Director, (This problem will be further dscussed below.)
Whereas the place of *Administration® may have besn clear by virtue of
the functions of such an office, that of Pilans and Policies waz less

clear,

X
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This activity, & descendant of a ®Flans and Requirements® group
that hed been part of the plans for the Central Reports Staff, wes
desined as a staff for the Assistant Director which would oid him
in external relationships and in making plans for the future of the
Office. It® coxnection with the actual production of intelligence
should have been no more direct than that of "Administration.” Its
true function was to kéap the intalligande-preducing apparatus from
being distracted by merginsl intelligence problems. In point of fact,

- during the ensuing three years, the Plans and Policles 3taff involved
itsslfl 15 many problems of intellisence production and was largely
instrumental in engineering the various recrganizations discussed below.
This point i8 nqt, however, gone into here,

The original four regional Branches had beccme aix by Hovember
15k6: " Eastern Furepe-URSA® to aover the Soviet Union and its Puropean
sstellites; "Western Burope® for the countries of Western Furops and
their coloniel possessiocns; the "Xorthern Eranch" for Scsndenavis, the
United Kingdom, and the British ¥mpire; "Hear fast~-Africa" for the
neer Bagt (ineluding Indis) end Afrioe; "Far Hast-Pacific® for the Far
Bast (ineluding Burme) and the iacific Islands, and "Latin Americe" for
the Western Uemisphere south of the United States, (See sccompanying
map for exact divisions)

The "Functionsl Consultents® (i.e, specialists in fields such
s# econonics and science) were to heve been attached to the rezional

branches where they could give prefessional advice to regional speclalists,
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This plan was changed, however, and independent functional branches
were set up: an Economics Branch on December L, 1946, and later,
branches for International Organisations, .cience, and Transportation,

The brief comnection of Scientific Intelligence with the Office
of Reports and Estimates is conslidered a part of & different develop-
ment and is onitted here.l

¥eanwhile, as an indMrect consequence of the addition of the
resosrch function, the 0ffice was caused to engage in a nsw and
unexpected research activity, In February 1947, the Interdepartmental
Coordinsting and Planning 3taff circulated a draft directive, outlining
& new "Production Program® for the Offlce of Research and Evaluations,
For the most pari, this was merely a recapitulation of what the Office
was alrsady doing, but 1t added & new festure in the form of "Situation
Reports.? The draft directive did mot make asltogether clear what these
wers to be ("analyses of the strategic and nationsl policy aspects of
the situstion im each sigrificant country or other sppropriate geo-
graphical ares or with respect to significanmt functional subjects of
continuing interest®) but it was obvious thet they would mot represent
the type of estimate that the office had been creatsd to handle.

Whatever the Office of Research and Eveluation might become capable
of at a later date, it did not clasim, in Pebruary 1947, to be able to do
much more than furnish the President with summaries of current intellt-
gence, Those in charge were just then seeking s practical solution of
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!m Pu' the ﬂuﬂhidu 1n this mpunt see Minx, k. B.,
Ristery, Chapter IV, pages 103-111

1 'r: Biimstion Regort progrem 1e felly Heesssed 1n
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the problem of producing strategic and national policy intelligence
estimates. By coincidence the long-delayed "estimates staff" planned
for the Central Reports Steff as a companion piece Lo the "current
staff* beceome 3 reallly almost simultaneously with the demand for
#Situetion Reports.® It wes upan this group, which should have besn
mlly. ocoupied with the ;imblm of inangurating art, astimates program,
that the duty of gettlng out the Situstlon Reporis would fall,

8ituation Reports would call for basic research, 2 function that
bad not been contemplated for the of fice anmd for whic!? no preparatlon
had been made, If there was any thought of delegating the function to
the "Basic Intelligence” {National Intelligence Survey) Group, it was not
realized; nor was this group much better designed for the purposs.

The Office of Research and Evaluations, ss has already been noted,
was almost fully occcupled at the time with tle problem of producing
the Daily and Weekly Summaries and had furihermore already been charged
with a number of other more or less extranecus activities {s.g. inter-
views with government officials en route to or retumed from foreign
staticns; weekly orsl presentaticns), The intrusion of the new program
sompliceted its difficulties. The estimate of the Coordinating and
Plemming &arf; that the 0ffice could produce tuelve Situation Neports
in one month proved to be over-optimistic. It took more than this to
eonirive an outline that mul?i serve &3 a basis for the production

ef sven the first.l
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DEVELOPMENT OF CONFLICT

The change from the Central Reports Staff to the Office of
Research and Ivaluations did not inwolve much immediate internal
change so far as the opsrations of the office were concerned. With
the arrival (fall of 156) of an Assistant Director with permenent
ataféua who was soon provided with & deputy of permsnent status slso,
the former Acting Assistant Director (for the Reports Staff) became
the Chief of the "Intelligenca Staff" {see Tab D), The Intelligence
Staff was in effect what had been the "0ffice of the Chief™ under the
plans for the Central Reports Staff (ses p. 3 above). Ita dutles and
responsibilities, rather than being carefully set down on pmper, were
tacitly asswred to be what they had been previously, mimus the official
administrative functions of the Assistant Director. If so, the Staff
would be directly responsible for intelligence produced to the
Aesistent Director and the Branches to the Intelligence Staff,

Under this plan the Intelligence Staff would becoms & board of review
which would pass upon &1 proposed estimates before they could be
ciroulated to the Agencies or published,

A% the moment, however, as has been noted, almost all intelligence
produced was in the form of the two intelligence summaries, Thia fact
may have had & bearing on the development of the Intelligence Staff,
Only four hours intervened betwoen the receipt of information and the
publication of the Deilyj while most articles for the Weekly Sumsery
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were not ready for final review until the morning when the Weekly was
published, The consequent pressure icnded to obviate all but surface
editing with ruspe'ct to the Dally and often of the Weekly as well; and
to make the exercise of critical judgment on the pert of the Intelligence
Staff aeem in the mature of obstructionism, When the producers regarded
it a8 such, they were inclined to go past the Staff to the Assistant
Director. |

1If the result wag publication or attempted publication of material
believed by the Staff to be below the proper standards for the Central
Intelligence Oroup, the Staff was naturaily inclined to protest, It
was nstural that conflict between the Staff and Branch groups should
havs rasulted.

Essentially, of course, the conflict between the Branches and
the Intelligence Staff was the same that usudlly axists between aunthor
and editor, It was complicated by the nature of the organiszation.

The Branch analysts, a&s "experts,” insizted that no ®substantive®
changes should ba made in their copy by non-expert editors, The review
function originally envisaged for the Inteliigence Staff, however, re-
gquired that its editors should make such changas on occasion, Arguments
occagsioned by this disagresewment could beocome acrimonious.

Had the producing units been dirsctly wnder the Intelligence Staff,
the problem would have been relatively ecasy tc handle, Since thias
relationship was in question, compromise was in order. Compromise was
tried, and with success, but fundamentsl disagreement could not he
handled indefinitely by compromise,
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For example, publication of a Weskly article was naturally s
gosl of snalysts, who offered more waterial tham could be published,
The quality of the material was sometimes dublous, and wembers of
the Staff considered it necessary to rewrite some articles. From
the point of view of the Staf?, this duty represented an undue burden
occasioned by the inabllity of the Branches to do acceptable work,
From the polinmt of view of the Branches, it represented dangerous
interference by mtem.l |

I+ wag the 5taf? that finslly brought the issus into the open,
slthough action against the Steff had slready been begun covertly by
certain Branch mterests.z

On April 17, 1947, the Chief of the Intelligence Staff, im the
form of & memorendum addressed to the Assistant Director but circulated
also to the Branch Chiefs, set forth the Staff point of view, The
principal endesvor of the memorandum was to demonstrate that in actual
practice, the distinotion between ®substantive" and "editorial™ was
far more sppsrent then resl., TFor if, wrote the chief of the Intelli-
gence Staff, the Branches ",,,,'express substantive judgment'! without
the intellipible use of language,...they run grave risk of Ysubstantive!
alteration of their copy; wheress, unless the Intelligence Staff has |
a respensibility 4o render copy meaningful, it has no i'inc%mn at all.,®
The memorandum was clesrly asking for & showdown to determine the
responsibility for intellicence production as between the Staff snd the
Branches, It closed with a request that the Assistsnt Directar call
a meeting to discuss the subject on April 25,
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7.5
1. See "The Contral !nmugmc y As An Zastrument
of Sovernment, Chapter IV, pp. ;;—60. for a discussion
of this development. ,
8. Simens, 0. P, to 8, A, Dulany Runter, A 2, 1947
(Chapter 1V, Potnote 257) » dprtd &
128

1. Simems, 0, P, to 8, A, Dulany ﬂm&er. April 21, 191:7
{Caapter IV, Footnete #57)
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The meeting was never called, The Assistant Director replied
that it would not be necessary as he wes st thet wery time preparing
& delineation .of responeibility. His plan becsms effective three
months later,

THE JULY 1947 REORGANIZATION

It wes unfortunate that the controvarzy became centered in the
editorial function and that personalities should have becoms involved
in it. The true protlem lay not in the extent to which non-expert
sditors are competent to sdit expert copy but in whether or not such
an organigation ps the Office of Resesrch and Evaluations could serve
its purpose sffactively without a board of final review, The question
could have been answered thronzh a realistic appralsal of the results
1f the Branches were made severally independent in production of intel-
ligence on their several areas, This in point of fact seems to heave
been what the Pranches would have preferred., For reasons too obvious
to snmmmsrate, zn orgsnisation so based could not have produced 1desl
runl?.s.i

5 supra-brench reviewing organizstion was esuvential for the purposes
of the 0ffice. Tt could take many forms, It could consist of one
individusl; e committee consisting of a single head with asslistents;
2 commitiee of several equalsy severzl commitiees. It could not, however,
be circumecribed in the discharge of ite functions. To introduce distince
tions between what it might and w»ight not do with respect to ®substance”
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would bs to render it mesningless. The problem could not be solved
by changing the identity of the perticular reviewing group that
happenaed to be in existence.

The reorganisation under discussion, however, seems not to have
teken these facts fully into account. The idea of vesting the functlon
of final review in the Intelligence Staff was rejected, Those rejecting
it, however, did not attempt the opposite solution by omitting the rwimr
Mctiun altogether., Instead, they set up new boards of review. 1In doing
so, they failed to answer the ‘question raised by the Chief of the
xntsxligenca" Staff in April concerning Staff responsibility. The new
boards wers left in s position quite as msbiguous as that occupied
by the Intelligence Staff, ‘

The Intellizence Steff, as it had existed just before the reorgan-
~ 3gation consisted of {a) its chief and deputy; (b) the editor and
asgistants who did the practical work of producing the intelligence
sunmaries; snd (c) the chief end assistants who were the nucleus of the
tgstimates group.” These three, performing separate functions, were
yet unified under a single head. Had this head been at the same time
the Assistant Director's deputy for intelligence, the staff would have
constituted a m::keble board of finsl review.

As & result of the reorganization, ths Intelligence Staff was in
effect divided inio three independent parts, Its chief end deputy
chief became the "Olobal Survey Group," lumped in with the regional
and functional branches as a "producing® urdt concerned with intelli-

gence of world-wide significsnce as opposed to intelligence of primarily

Approved For Release 2004/11/29 : CIA-RDP72-00121A000100010001-2



Approved For Release 2004/11/29 : CIA-RDP72-00121A000100010001-2
- 20 -

regional significance, This function either implied that a distinotion
was always possible bstween the two types of papers--which was clearly
contrary to fact; or that the Jlobal Survey Group would have a supervisory
fonction with respect to much of the intelligence produced. It was not,
however, officlally accorded this fanction.

The status of the second group--that dewvoted to curreat intelli-
gence--was unchanged by the reorganisstion, except that the editor of
the summaries was no longer bound to consult with an officer between
him and the Assistent Director, In this case, however, the mature of
the work was such that there was little time for consultation in any
case, The current summaries were, by thiz time, belng produced through
fairly well established routines,

The position of the "Estimtes Croup” under the new arrangement
vas similar to that of the current group In that its chief was now
in direct relation with the Assistant Director. Estimates intelligence,
however, was not as yet organiszed., Few estimates had been published
and not many were in prospect. Tet it was evident thet eventually a
program of national estimates must come into being. Inevitadbly, the
same problems that had brought the reorganigation to a head would come
up again, probably with greater force, with respect to national estimates
vhen produced in any quantity, In shori, “ the problem siill exlsted,
or wis in prospect as to whether the chief of the estimates group would
bes recogniged as a deputy for estimates. The problem, however, had not
yot arisen in concrete formm, and no positive steps were taken to prepare

for 1%,
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After the reorganisation, the 0ffice of Research and Evaluations
contimed to function much a3 it nad before. Its "mission,™ as approved
by the Director on July 23, 1547, was as follows:

A. Within the framework of the mission of the Centrsl Intelligence
Oroup and the oversll plans, policies and procedures governing the
operation of the Central Intelligence froup, the mission of the Office
of Reports snd Estimates is to:

1. Produce and present nstional intelligence utilising 231
available intelligence and intelligence information in order to:

{s) Provide the National Tntellizence required for
national policy and operational decisions and national plamning.

{v) Assure to the maximum practicable degrse that the
United States will not be strategically surprised by any foreign nation
or combination of nations dus to being tnadequately informed.

2, Assess thes sdequacy, acouracy, relevance and timeliness of
intelligence and intelligence tnformetion in order to assurs that all
significant fields of intelligence bearing on ths nationsl security
are adequately exploited.

3, Coordinate the development of intelligence requiremente
of the Depariments represented on the Intelligsnce Advisory Board and
formulate the National Intelligence Requirements, transmitiing them
to the appropriste agencles for action,

L. Recosmend plans, policles and procedures for coordinating the
production of intelligence by the sewvaral agencles of the Qovernment
and upon their approval by the Director, carry thems into execution in
order to promots & coordinated national intelligence effort.

S, Maintain and operate such centralized {ntelligence processing
and correlating organi zations recuired by the Centrsl Intelligence Group
as msy be assigned by the Director.

B. In carrying out its mission, the Office of Reports znd Eatimetes
as the exclusive research and evaluation eagency of the Central Intelli-
gence Croup will:

1. Oondact intelligence researoh, utilising pertinent intelli-

gence information end intelligence furmd shed by all sources, producing
therefrom and prasenting Nationsl Intelligence,
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2, Evaluste intelligence information reports furnished by
the Central Intelligenmce Group agencies for sccuracy, adequacy,
relevence and timeliness mnd furaish such evaluations to the agencies
concermed in order to effect improvements in reporting, and when deemed
necessary, perform similar services for other agencles furnishing
intelligence informetion.

3, Prepare, keep current, and upon &pprovsl by the Director,
execute sn Intellimence Production snd Presentstion Flam in order to
assure coordination of the production of intelligence relating to
national security and its timely presentation to the President, the
menbers of the Wational Intelligence Authority, the Depart{ments repre-
sented on the Intelligence Advisory Board and to such other agencies
of the Sovernment as may be directed.

L. Recommend intelligence research projects as the need may
arise and provide for their coordinated production as circumgtances may

reguire.

¢, Coordinste the formulation of intelligence requirements by
the Departments represented on the Intelligence Advisory Board and
forsmlate asny sdditionazl intelligence requirements developed by the
Centrsl Imbelligence Croup. Correlate and combine these several intel~
ligence requirements into National Intelligence Requirements and, in
cooperation with the Departments represented on the Intelligence Advisory
Board, keep them current. ‘

6. Transmit requests for intelligence information based on the
current Fational Imtelligence Requirements and study outlined in (7) to
the Office for Collection and Dissemination for collection action,

7. Continuously study the coverage being afforded by reporte
of intelligence information and determine:

%t) Adeguscy of coverage

b) Timeliness of receipt of information

(¢) Important fields not covered

{d) Relstive importance of fields not adequately covered

8., Provide for the intelligence needs of the State-War-Navy
foordinating Commlttes, the Joint Research and Development Board and
the Atomic Energy Commission in accordance with policies and procedures
sutually agreed upon by the heads of those agencles md the Director,

9. Operate an intelligence reference center to provide a
central index of useful intelligence information and intelligence
svailsble in the United States Novernment and in other appropriate
sources 5o that this intelligence can be made readily available to the
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Central Intelligence Group, the Agencles represented om the Intelli-
gence Advisory Board and other specifically autborized agencieas, Also
operate & working intelligence referencs library and document center to
moel the specific needs of the 0ffice of prert.a and Estimates snd of
the Centrel Intelligence Croup ss a whole,

This was in accordance with an official Cemiral Intelligence
organisation chart {(see Tab F) published July 1. The actual status
of office organt sation, however, could be represented by Tab & whose
purpoge 1s to emphasize the inexact relationship that always existed
in the Office between those who produced intelligence and those who
reviewed it,

TAB G

FONCTIORAL SCHEME 1961950

Asslatant Director
and Depuly

¥Intervening® Oroups

*producing® Groups

The "intervening groups™ {as noted in Tab G) went under a number
of different names during the four years under discussion, They were
sometimes unified and sometimes not. From 196 until the July reor-

gmziution above, they were onej thersafter until Qctober 1943 they were
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twoj then until the inauguration of the Office of Hational Zatimabtes,
theay were again one. Regardless of nsme or number, they slways per-
formed the same general duties.

The "intervening group” that dealt with current intelligence
became more snd wore occupied with daily routine as time went on and as
the status of the current publications as well as the editorial functions
of the carrent group became accepted. The element concerned with
estimates was not abile to develop a comparable routine because of the
non-recurrent nature of its work; its difficulty in convincing the
“producing” groups of the importance of the estimates program, and
its sver-cvolving difficulties with "coordination.”

The point to be borne in mind, however, is that these sintervening®
groups were not boards of review. They could not function even in a
true editorial capacity. Disagresments over current or estimates
copy, even of the most trivisl kind, had to be settled on the basis of
discussion and agreemsnt, The only person with acknowledged right to
insist on & solution, even in the case of trivialities, was the
Assistant Director.

There was a reason for calling the Reglonsl Branches "produoeing®
components, Through tacit consent, if not by offici;l deciaion, it
becams the policy of the Office that only the regional and fanctional
braaches (pius the "Olobal Survey Group") could “produce” intelligence,
The Staffs might propose intelligence to bu produced, or might propose
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changes in inteYlipence ae writien, but they couyld not *produce®
intalligence-~that is $o Bay, write first drefts, or substitute
drafts for those offered, Even the Assistent Director, though he

was théoret,ical}.y in position to do so, would not have attempted to
draft an egtimate, All first drafts were written within the Branches.
They were ssldom written by the Brsach chiefs or even the senior
analysts, however, bub rather by the pnl?ticular anil yst comserned
with the psrticular snbject under discussion,

DPrafts 50 written naturally had to be modified before a final
product eligible for delivery to the official distribution list could
be published, Detailed knowledge of an ares did not gusrantes that
an individual could analyze the problems arising from that ares in
relation to current prodlems of forsign policy or that he could render
his analysis imtelligible even though it were correct. Hence drastic
editing was likely to be a primery requirement,.

The central intermsal problem, therefore, continued to be concerned
with the review function as it had been under the Intelligence Staff.
Although the loose orgenization currently adopted did not solve
the problem, it was not unworkeble in the emall office then existing,

With reference to its externsl as well as internsl functions, the
organi gation of the 0ffice can be represented 23 in Teb H, which shows
the nature of relationships with the Intelligence Agencies of the
Intelligence Advisory Committee., It was from these Zgencies that almost all
raw intelligence ceme into the Office, The daily traffic so delivered
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osme in the first instence to the Current Zroup wiich distributed it
to the Branches, Other materisl wes distributed to the Branches direct,
Part of the coordination process--particularly that which went on
during the preparstion of an esiimste--was carried on by the Branches
on #n informal basis with Yopposite aumbers® In the Agencles, The
process of coordinating finished drafts, however, was in the hands of
the Estimates {later nomed Staff Intelligence) Troup. {(See Yo, 9 for
more detailed explanation)
48 B
PROCESS OF REVIEW AND COORDINATION, 19L7-19hL9

Aasistant Director

Cwrrent 8tail
- Uroup Intelligence
‘E - Grouwp
 | -
‘ Branches ﬁ§

[ J
! |

| !
State, Army, Navy, Air
Intelligence Agencles

001

Flow of
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DEVELOPMENTS DURING 1

The year 1948 gave the Offics of Reports and Estimates its best
chance %o develop because the period was relatively free from violent
internal change. It was a yesr which placed heavy demands on intelli-
gence, and with such limited experience as lay behind it, the Central
Intelligence Agency would almost certainly have had to feel its way
along new paths, In consequence of its own history, however, the
0ffice of Reports and Estimates was particularly handicepped in this
respect,

The changes that had been made in this Office towsrd the end of
1947 were, in a sense, no more tham a personsl triumph for one group
of pecple over another group of people, These changes did not repregent
the acceptance of one point of view in preference for another, The
one established sctivitye-production of the current intelligence
summaries--continued Lo occupy a predomiment position in the 0ffice,
This position was reinforced through 2 body of opinion which held
that the Office of Reports and Estimates could discharge its function
through the production of current intelligence alons,

It is not possible to find this opinion stated as s doctrine, Tt
must be inferred from incidental statements and from the activities
of the office. (Ses No, 15 in particular on this subject) It existed,
nevertheless, and represented a defensible point of view. The theory
wis that 1f the “intelligence picture”--that is, day-to-day events in
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svery country in the world or each country of importance--were kept
curvent, then the makers of policy wonld have no reason not to be able
o desl imtelligently with current probdlems, If, in addition, the
intelligence organization were to exercise constant vigilance to
perceive in sdvance developments thst would come to bs of concern to
pelicy, then the whole duty of intelligence would have been parfomsd.l

The concentration of effort during 1948 was in this direction.
Thé work occasioned by the two intelligence summaries took pricﬂ*by
over sll other activities, Ths adoption during this yesr of the
%074 Comment® upon items of news published in the Daily (See Ro. 10)
gave increased credence to the theory that current intelligence would
suffice because these "Comments® ensbled the Office of Reports and
Estimates to present the Security Council with daily interpretations
as well ss faocts, Simultaneocusly, the Weekly was allowed more fresdom
of inmterpretation, Whenever it seemed necessary, these two chaunels
could be supplemented by "Specisl Evaluations® (See No, 10} in the course
of which the Office wmight present a fairly extended estinate directly
ont receipt of the essentisl information rather than after delidberation
and, of course, inter-agency coordination.

These might be further supplemented by what ampunted to memoranda
from Branch Chiefs directly to the Director of Centrsl Intelligence,
whersby the Dirsctor, if he chose, could meke known the Branch views
on a given subject to those in authority. The risks inherent in the
latter method of dissemination were 30 manifest, howsver, that few

memoranda of this type were actually delirvered,
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It should be noted in addition to sll this that the Office of
Reporte snd Pstimates was currently in charge of weexly “presentations®
at which the Director--or if not, those wishing to attemd--could be
*briefed” @i‘ﬂly on the world sitnation ss it stood as of that date,

The iumguntién at this time of the "Monthly Review® {which
was in sctuality cuite a different thing as noted in Fo. 11) indicates
further the attitude regarding the importance and sufficiency of
curreat intelligence,

The adequacy of current intelligence for the discharge of the
duties of such an organisation as the Office of Reports and Estimates
may be subject to dispute, but the fact remained that the function of
the office ss originally intended was the production of "strategio
snd national policy intelligence® in conjunction with the established
intelligence agencies, As a result of circumstances, however, the
*oarrant intslligence” theory just discuseed hed already gained
considersble scceptance before a department specialiszing in intelli-
gence estimates was even in being.

As has alresdy been observed, this department took form Just in
time to become custodian of the “Situation Report® program; and at the
moment when the summer reorganisation diwvorced it from the Intelligence
Btaff, In addition, after about four months in office, the highly
sxperienced chief of estimates production resigned from Central Intelli-
gence, leaving a relatively inexperienced assistant in charge,
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¥one of the above developments was calculeted to further the
production of "strategic and nationsl policy intelligence.®” The
process of stesring the 0fflce away ,frma the already established
eurrent intelligence program to the more exacting task of producing
intelligence estimates would require experienced leadership, Under
the circumstances, this would have had to be centered in the Estimates
Oroup where experience was now lacking, Furthermore, circumstances had
forced upon this Group the task of publishing all the various types
of publicetions that might come under the headings of "Reports" and
#of common concern,” which ultimately included such items as Situstion
Reports, Inf;:-elligemc Memoranda and the Central Imtelligence Honthly
Reaview of the World Situation (See Ho, 11). It was also left primarily
up to this group to devise ways and msans of accomplishing inter-agency
soordination (See Yo, 9).

Under these circumstances, although the 0ffice of Reports and
Estimates published in the neighborhood of fifty reports and estimates
during the year, the Estimates Oroup was meinly concerned with (s)
developing the "Situatlion Report" program {b) attespting to develop
en sstimatss program by encouraging the regional branches to produce
sstimates; (¢) discovering satisfactory means of effecting "coordination®;
{d) arranging for details of printing and publiz:aﬁian, and (e) editing
manuscripte of all types,

I+ was naturalily in the course of this last actlivity that the
Estimates Group began to encounter the same type of & fMonlty tha;b
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had proved the undoing of the Intelligence Staff, Again it became
spparent that a pi-;ctinal reans of achleving final review was needed,
As the organization stood, the Estimstes Croup was in the position
where & board of review wuld normally be found, Unleas the Group
should be accepted as mich, however, it would be nscessary to find
another means of discharging this function.

THE INTELLIGENCE PRODUCTION BOARD

The eccompanying organisation chart of January 1949 (Ted I} shows
few changes in the 0ffice of Reports and Estimates, The "Estimates
Group” is listed as the "Staff Intelligence Uroup™ because according
to the third Directive of the Nationsl Security Council, sll imtellie
gence is either "curramt®, "basic®, or "staff, snd the Estimates Oroup
dealt principally with publications that came under the thli'c! category,

These definitions alsc account for the "Basic Intslligence Croup™
which was to have chargo of the National Intelligence Survey program
now under wey. Because this group was wholly comcerned with the work
of bringing together basic intelligzence from all parts of the governe
mante~a function which was performed within but wes not necessarily
directly related to the 0ffice of Reports and Estimetes--it is not
further discussed here,

The ®0lcbal Survey Oroup® is first officially recognized in this
chart which slso lists ons new component cslled the ®Intelligence
Production Board."
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The earlisst prototype of the Intelligence Production Board is
to be found in the "Policy Advisory Board" mentioned in the organiza~
tiom plans of mid-19L7 and sesn in the Central Intelligence organisa-
tion chart of October (See Tab J). This was "a Board consisting of
Branch and Staff chiefs and such other persons as may be designated
by the Assistsant Director. It offers advice on all matters pertaining
Lo the fulfillment of the ORE mission, Its meetings will be informal
in nature and its function is purely advisory.” Wwhat was recognized
formally in this description was no more than an almost soclal gathering
that had usually taken place on Pridey afterncons uhen the Office had
been very small, It continued to be en entirely informal group sfter
1t geined recognition. The "Intelligence Productlion Board® was this
seme Policy Advisory Doard given more than advisory ﬁmctiom.}'
The mesbers of this Board were the chlefs of the staff groups and

of sach regional branch, The Assistent Director was chairman, Accords
ing to its charter, the Board would:

(1) Review the nationsl intelligence production requirements
as sonsolidated by the Plans and Polley Staff,

{2) Review and approve the periodic issuance of the CIA
Intelligence Production Plan and the CIA Presentation Plam

{3) Review and approve the specifications for sach report
and sstimate not mubtuslly agreed upon between producing components and

the staflf groups conceraned,
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1. Soe memorandun to the Dirsgter froa the imputy Assistint
Director, Office of Reports and EZstimantes dated 3 July
1947, conteinin: "e ocencise statesent of the funetions
«mmmmasmazaagrm
and Estinates,® The informal staff is =lso discussod
in Papsr Jo. “Recollsctions o the 0ffice of
Reports and Dstimates®,

1/33

1. 3es mewsorandux froa Assistant Mrector, Office of
Ssparts and Zstimstes to Zecutive for fdministration
and Management dated Decenbor 31, 19LE in Eatizate
Produstion Boerd fils,
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{L) HReview and approve drafts of reports and estimates
not mutually agresd upon between producing components and staff roups
concerned prior to the cocordinsztion process of the IAC agencies.

(5) Revies the ORE finished intellirence productions,

(6) seview the consider problems relatin; to intslli:ence
production.
It wae to be convened by its ghelrman "ir whole or in part for the.
above purposes, in sccordance with the nature of the problem under
consideration and the degrse io which the separate producing components
and staff groups zre concerned,”™ It could alse bs called on the
request of any member.

Aesording to & pencilled alip 4in the files of the Cffice of
Reports and Fsilmates on the sulject of the Intelligence Froduction
Board, "Heasons for IFE" were:

"l. To bring to. ether Steff end producing components to
dizscuge prod. .roblema.

2. Board of review and appeal, w. {7) & advise on ques.
involving subs. vs. form."
The handwriting scems to be that of the Assistant drsctor. This
deseription would support the view that cne intention in foraing
the Bosrd was to promote hormony ss betwsen oditersz and producers
within the Office, rather than leave decisions in ease of impasses
up to the Asgistent Directorj or to attempt to arrive 2t 2 basic
decision on relative responsibility of itaff snd producing components.
Each case in dispute could be brought before the Boerd for separate

decision on iis merits. The same principle mi ht be applied tc all
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oases of intre-office dispute which had been found unamenable to
mutnal agreement,

The Intelligonce Production Board would seem 2 natural developmen?,
80 long as full independence was rot conceded to the several branches,
and so long as the staffs wers not so constituted as to be & Board of
Review, a comnittes of responaible O0ffice chiefs would seem a feamible
ansyer to the review guestion, These men were the expert advlisers W
the Assistant Director in matters of intelligence, It would seen
only logicel that he should rely on their collective judgment with
respect to the selection of intelligence to be produced and the
acceptabllity of intelligence as produced, S8uch a group should imow
what Central Intelligence could and could mot say on &any gsubjeot it
was called upon to discuss, The idea of the Board was similar to
and no more imprectical than those ambodied in the Joint Intelligence
Committes or the Intelligence Advisory Comzitteen,

The Intellisence Production Board plan might well have been the
answer to the review question if it had been serionsly sdopted and
wmder somevhat different circumstances from those prevailing, As it
was, the plan was never reslly given a try, end it is improbable that
1t would have succeeded if tried, Certain factors rilitated against
its

(1) The plan was probably mot conceived primarily as an
ideal way of selecting and reviewing intelligence but rather as a

means of promoting harmony (See discussion above).
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{2) The "Branch Chiefs" were by no neans freee-any more
than the fssistant lirector was--to ive full atterntion to the busi-
ness of the proposed Board, Such an erzenization, Tulfilling its
proposed function, would have required full time.

{(3) 211 of the desisnated wembers of the foard wers not
necesgarily competent to exercise jud ment with respect to broad
intelligence cotimeten,

() Certain elements in the cituation made cowplete frank-
nesg, and thersfore fully impertlal selection ond review improbable in
8ll cases,

(5} 4 commitiee with upwards of fifteen members =mi ht Lecome
somewhat unwisldy, despite the clause allowing for eonvenin: the foard
in npart.

{(6) Finally, there wes the quesilon of decision. If the
tssistant director intended to make all finsl decisions himszlf, he
would be little better off with s standins commitiee thar without sne,
if, on the other hend, (s the existencc of the committse lmolied)
declsiors werc to be made Uy some fora of majority vote, the result,
though it =i ht be to divide responsibility, would not necessarily
ke to lmprove estimates,

fpart from such contrery factors as these, tre Intelli-ence To-
duction Losrd might easily have become e final Horrd of Heview, so
constituted thit 1% could handle the tiype of prokblem that had ragultad

in the disestablishment o the Intelli.ence Staff uni was currently
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being faced by the Staff Intelligence Sroup. Actually, nowevar, the
Intelligence Production Board as sm officizl entity, seems to have
mot only twice, Both of thess meciings were called by Lhe Chiel,
Plans and Poligy Staff in the nome of the Assistant Direcler for
discussion of an agenda apparently prepsred by the same,

The first meating w&s snnounced on Dscember 23, 1948 to be
held on Jsnuary 13, 15L9, Tﬁe agenda comprised:

"s, Proposed Intelligence Produciion Plan for the first
Quarter 19L9
b, Proposed National Boonomic Intelligence Production
Regquirenents
c. Memorandum to AD/ORE dated Decembar 1918, Subject:
Intelligencs Requirement for the Government Foreign
Information Program.”
Ko record has been found showing what acilon, if any, was talken on
any of these three items.

The second weeting wes called for March 22 but wes postponed wuntil
the 30th to discuss proposals advanced by the current intelligence
groap for changes in the Weekly Summery. These proposals were
apparently discuseéd, and conclusions were reached by the Board somewhat
at wvariunce with them, ¥Yeither the proposszls nor the modified version
adopted by the Board seam %o have been applied to the mekly.l

&lthough the mewbers of the Intelligence Producilon Board probably
continued to meot informally after March 30, they apparently did not

Approved For Release 2004/11/29 : CIA-RDP72-00121A000100010001-2



Approved For Release 2004/11/29 : CIA-RDP72-00121A000100010001-2

R

1. 1st end 201 Kaetings of the Tatelligencs Produotion
" Board are in Mle "Estimate Produstion Bosrd®
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convene agein formally es a "Board of Dirsctors" until afier the
Tatimates Troduction Board, consisting of the same officers, was
formed seven nonths later.

What beceme of the Intelligence Production Board wes, of course,
largely a umatter of the Boari's sun choice. 7Tnder its charter, it
corld have taken over the essentisl functions of the 0fflce of
Raports and Estirates, Its reasons for not doing so and for allowing
itself to mecome ¢ dead letter do not appear in the records, In
many cases what ite mewbers &id, both az the Intslligence Production
Board and later as the Istirstes Production Board, wss to sllow the
8taff Intelligence Nroup to do in fact what the Imtclligence Production
Board was dasioned to Jdo in theory,

Despite the nratensions of the Plans and Policy Steff regarding
Spongolidation® of "remuirements" (see p. 19 above item (1)), it was
sctually tha Staff Intelligence Oroup that "consclidated® the "Quarterly
Production Plan." Tt was this Croup also that brought estimetes to
final form Tor datribution to the Agencisse~had charne of the review
function in other wordz--and superintended the coordination process.
¥here disegresments with branch analysts and thelr chiefs srising
in the course of the revigw process called for a decision, the Oroup
brought the cases to the ZAssistant Director whe night have but did not
call on the Board for help., 1In cases that did not reach the dssistent
Director, the solution was hy steff-branch compromiss often unsatisfactory
to both,
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THE RLORGANIZATION OF 1949

———

It was during 1948, when the Office of Reports and Fstimates was
producing much current and some "Staff" intelligence vnder the system
Just described, that the Dulles-Jackson Comeittes was investigating
the Central Intelligence igancy.l It was thus primarily on the basis
of this aystem and its achievements thal the Commitiee made itz state-
ment to the effect that the Director of Central Intslliigence had failed
to discharge his responsibility with respect to coordinsted national
intelligsnce,

The Dulles Commitieel's proposals for improvement were radical
80 far as the Office of Reports and Estimates was comverned., They
would involve the establishment of (1) a smell, select group dedicated
te the production of coordinated national intelligence estimatas,
and (2) a larger group devoted to “services of common concern.," As
can be inferred from the Comments on the Commitiee!s report furnished
by the Director of Central Intelligence on February 28, 1949, these
proposale were regarded &s of dublous merit,

Aecording to the Comments, however, opinion on the mubject was
divided within the 0ffice of Reports sand Estimates, If the Commitiee
recommendations meant the establishment of two saparate and independent
offices, one for the production of nationsl intelligence snd the
other for production of services of common concern, the office did
not agree. If the idea was rather to establish a "emall estimates
division” within the 0ffice of Reports and Estimates (this being
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1., Oe¢s Hlstory of the Central Intelligenece Agemey,
Chapter VIIX, pp. 30-i7
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what was meent by the phrase ¥is to be largs enough to provide its
own relstively high level research support") then according to the
Comments, "the recommendation is workable and might result in sispli-
fication of the process of producing estimates,” The Cormittes's
recommendation in genéral, however, was called "premature.”
| The phrese, "opinion is divided? reflected the fact that one
element within the Uffice of Reports and Estimetes favored forming some
sort of "small estimates division" within the framework of the office,
so constituted that it would be able to produce the sort of intelli-
gence designated by the Commitiee as "national" as opposed to the
marginal types of publicstions that the Committee had criticized,
The other element resisted even this degree of change within the
office, and in gemeral prefarred the status quo.

is to the other part of the Dulles Committee's recommondation
(Chapter 7, p. 81, {3)) that the "division® would "draw upon and
raview the specislized intelligencs product of the departmental
' agencles in order to prepare coordinated natlonal intelligence
setimates,” opinion was not divided bul wes united in opposition.
This suggestion wes contrary to the whole thecry of eperation on
swhich the Office of Reports and Estimates (since its establishment
in 1947 as a research group) had operated, A Cenmtral Intelligence.
Agency that simply Sreviewed the product® of others in order to

produce coordinated estimates would be no Central Intelligence Agency
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at 81l in the view of those concerned, It was in order to avoid this
essentlially static function; and st the same time to produce intelli-
gence for the Hational Security Council which would not be dicteted

by departmental bias, that the (0ffice of Reports and Estimates believed
it existed,

Hence the conclusion put forward by the Central Intelligence
Agency which in essence said that something in the nature of what
the Comsittee had proposed might be feasible byt that it should mot
be attempted at once. It wes, as the Central Intslligence commente
repeatedly point out, unreasonable to expect to achieve the desired
ends in the production of nationsl intelligence by revision of the
structure of the Central Intelligence Apzency without refevence to the
status and responsibility of its contemporaries in the total intelli-
gence structure,

During the remsinder of 19L9, nevertheless, the problem con-
tinually faced the Office of Reporis and Estimates, as to what steps
if any it ought to take. A4is the very appointment of the "Reitsel"
and "Stout® Committees (See Nos, § and 7) du;onatrates, the Office
was not unaware that its record to date in the plamming and production
of intelligence had left something to be desired, Admitting, however,
that there was room for improvement, the question still remained as
to whather anciher Office reoréanintion would necessarily brinmg it
sbout; and if s0, what type and degree of reorganisation,
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It i@ probable that, without the Dulles-Jackson Committee Report,
no important change would have been undertsken in 19L9, Inatead, more
time would probebly have been allowed to pass during which it could
be proved whether the loose, informally understood relationships that
really governed the O0ffice with raspect to imtelligence production would
mot eventually work out satisfactorily, The Dulles Report, however,
was categoricsl and called for a categorical answer, It was true,
especially after the adoption of "NSC-50," that an answer was not
mandatory ;3‘ yet if nothing whatever were done by the Office of Reports
and Estimetes in the face of so much clearly expressed dissatisfaction,
the 0ffice would be left vulnsrable in case of any future intelligence
failure,

This was the background of the reorganization that went into effect
in October 1949, This reorganization may have been an honest attempt
to effect a bensficisl change in sccordance with the Dulles~Jackson
recommendstions; while at the same time avoiding such drastic revision
ag to cause consternation and paralysis, It may #lso have been a
consclous effort to mke spparent changes to allay criticism without
making any actusl change in the complexion of the Office,

Putting aside the Committee's recommendaticn for separate estimates
and ressarch groups, which was prnhably not glven serious thought, the
cquestion before the Office of Reports and Zetimates was whether or not
to create a "National Estimates Division® of its own, It would have
besn perfectly feasible to comply in this way with the Dilles«Jackson

-y
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1. 8See Darling, A. B, on oean‘l Nelarmey,
Chapter IX, pp. 2L-38
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recommendstions, It would have required no more than (2) establishment
of the Divisionj (b) the elimination of other components of the Office |
concerned with review and coordination, and (c¢) designation of the

new Division unequivocally as & final board of review, Such changes,
though more far-reaching perhaps, would in essence have inwolved the
same decision that had arisen in connection with the Intelligence Staff
and thereafter,

These (in themselves) small changes having been made, the office
a3 a whole could have been left essentially imtact., Most of the
regional and functionsl Branches, by this time, were reasonably well
orgenised for the purpose they would have been called upon to serve
as adjuncts to s "national estimates® system such 28 would have resulted,
Thelr specialists had received training, through expsriemnce, in the
anpl yels of intelligence for "netional® parposes, Through such a
branch organi sation, the "estimates division" wuld have been enabdled
to arrive at a balanced understanding of imtelligerce recelved firom
whatever scurce. Thus the Division would not have to be wholly
depandent on Agency intelligence and advice which had sometimes been
found wanting in the past,

It was the collective Branches, however, that furnished the
principal opposition to the proposed change., Two major ressons seem
to have motivated t&it opposition. Up to this time, the regionsl
branches had been sble to retain a sort of tacit weto over Central
Intelligence publications (See above pp., 2h-26), This, as has been
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pointed out, was largely by custom rather than regulation, but it was

an established fact., If en "Estimates Diviaion" such es had been
proposed were establlshed, it was generslly understood, or feared, that
it would write its own draft estimates if it choss to do so, and that

1% would revise or rewrite branch drafts as it saw fit, This development
slone would have been unacceptable te the Branches.

At the same time the Branches had looked with concern and disfavor
upon the Mulles Committes's recommendation that "reporits" snd "services
of common concern' be Mverced from the nationel estimates process.
Under this recommendation, they fesred that thelr principsl function
would be with respect to what they considered verious forms of intelli-
gence drudgery.

This is not %o say that Branch opposition tov &n "Estimates Divigion®
was altogether founded in considerations of prestice, The belief ( see
discussion of Intelligence Staff above pp. 19-20) still persisted that
non~-experts should not be permitted to alter. the statements of intelli-
genca analyats who alone could speak with suthority. It was a sincere
belief., If, as was to be assumed, the proposed estimstes division would
be made up largely of persons considered by branch Yexperis® to be
smateurs, it followed that it would be 2 grave mistake to make them
directly responsible to the Director for the intelligence on which the
National Security Council would have to depend,

flowever edvisable the establishment of an eatimatesz dlvision may
have ssemed in 1949, this element of opposition within the Era:icnea
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could not ve talen lightly; for unless the Branches chose, or could
ba made 1o eccept the new plon without reservation, thsy could seriocusly
impede the proposed natlonsl estimetes division in the discharge of
its functlons, (Oee, for cxample, the experience of tae Special Staff
below pp. L7-59) The cholice, then, (asite fro- doin: nothin: &t al1) wes
to institute the new system without reference to the Pranches or to
find & substit:te plan whilch wmight allay eriticism without coupromisin:
thelr posiition,.

It wes the latter course of action that seems to heve been
asdopted., The resultent chenge (See Tab K which reflects it ir part) )
invelved (2] the abelition of the Intelli.ence Production Eowrd)

{v) the estavlishaent of =n "Estimates Froduction Board?; (¢) a
merger of the "Staff Intellil.ence® and Y“lurrent" sroups into ons
Staff ealled the "ublications Division,? 2nd (<) the establishment
within esch "produeing® branch of an Yestimates roup."”

The centrel festure of this plan was the "Fatimates Produstien
Poard.” That the "istimstes Producticn Board" wss the "Intellisence
Production Board” revived ond renemed joes without seying., The
Fnew" Board, however, was vresums:ils to be the imnedirte answer to
the demand for an ““stimates Division." ‘s in the case of the Sosrd's
predecegsar, there was nu apparent logical resson to suppose that it eould
not setlsly the demand., ‘side fros the still applicable objoctions
to the Iatellizence Productlon Bosrd noted sbove, however, it would

te necessary, in crder t¢ make this fstimates Production Geerd function
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in ths manner of an "Estiastes Division,® Lo allocats to it the functions
of final review and coordination, Doing so would further enteil ceriain
obvious altorations in the sxtent staff structure to eliminate other
groups corcerned with these functions, This was not sccomplished
through the smalgamation of the "Staff™ and *Current® greups,

Whe ther these staffs were lwo or one, of course, made no difference
whatever with reference to ths problem at hand., The point lay in what
they would do with reference to the natiocasl estimetes function. Tertain
routine duties that had come under their charge, such as multigraphing
the current intelligence suwmaries, or preparing copy for the printer,
would have to be carried on by a subordlnate office in some form. Their
sasential functlons, however, having to do with selection and review
o¢f intellizence would now belong solely to the Retimates Production
Board, Otherwise, the two divisions, whether separate or conbined, would
continue to have the most effective single voice iagarding the current
intelligenice sumuaries; carry similar weight with respect to ¥staff*
intelligence, including estimates; be the principal element in the
selectlion of new projects, and have virtuslly scle charge of the
process of inter-agency coordination,

How the Board went aboud taking over these functions would be a
matter of deteil, Technically at least, the new "Publicetions Division®
was in the position of Agent for the Board with respact to "publicstion®
in all forms. It would have been possible for the Board to treat it
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as such, allocating such routine matters to the Agent as seemed
convenient, but reserving to itself all essentisl functions of
selection, review, and coordinstion.

To have done this wonld have required full-time work, It would
not have been possible for the members of the Board to contimue as
working "Branch Chiefs*® while doubling &s an "Estirates Division®
such as had been proposed. This was self-evident. But for whatever
reason, the Branch Chiefa kept on as Branch Chiefs rather than becowming
a board of final review. The Board made no seriocus atiempt Lo inter-
fare with the work of the current and staff intelligence groups which
continued, in the form of one office, to do what they had always cone
previously in two parts,

The Estimetes Production _Baard--thongh it may have been, as one of
its meshers called i, ®*virtually the Senate of ORE®--followed the path

of its predecessors into disnae.l

Records show that it had held five
formsl meetings from its establisheent to FPebrusry 17, 1950 but not
that it esccomplished a great desl in the course of these meetings,
or that it met thereafter.

Thus the establishment of the Estimetes Production Board had
no affect, The other part of the ®*reorganization--the establishment
of the Branch “estimates groupsf--wis equally futile, It may hna.
besn thought that if a group of senior analysts were made responsible
within each Branch for the material offered for publication by that

branch, first drafte of better quality would result, This, in turn,
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1. Bes memorandum from Chief mcmuenﬂ Organisations
- Besnch te AD/OHR

Approved For Release 2004/11/29 : CIA-RDP72-00121A000100010001-2



Approved For Release 2004/11U2pT. GIA-RDP72-00121A000100010001-2

right make for final publications of 2 more "nationsl® character.
In this sense, these "baby estimates groups" might be a further answer
te the Dulles Commitice's demands, Whatever their intended purpose,
however, the "branch estimates groups,® in actual practice, did not
become more than branch editorial offices, most of which had already
baen in existerce long before the reorgani estion,

It might be sa2id, in short, that the totsl sffect of the October
1949 reorganiszation was to preserve the status quo., It succseded,
nevertheless, in introducing new confusion even inte the atatus gquo.

This was to be demonstrated at the ocutset of the Korean war,

THE “SPECIAL STAFP™

The veorganization of Mober 1949 remained in effect in the
Office of Reports and Estimates until & yesr later when the Office
of Reports and Estimates was eliminated eltogether, Moanwhile,
there was one change in operating procedures, invelving e temporary
estinates staff, that desarves mention.

The Assistant Dirsctor's "Specisl Staff® was an expedient designed
to meet an emergency. After the North Korsan invasion of South Korea,
the Office of Reports and Estirates, as organised, had proved unable
to deal sstisfactorily with the problsme that ensued., There were
intra-office disagreements over the correct estimats of the situation
in which the opposing points of view repressnted the consensus of
different regional branches. The Estimates Production Board, in other
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words, was at odds within itself, In the absence of any other
established method of resclving such disagreements, the whole
weight fell on the shoulders of the Asaistent Director.

The Assistant Director was not omniscient. TFaced with conflict-
ing views on matters of the gravest immediete moment, he could not
be certain which was correct, nor could he be expected to formnlate
an intermediate view of whose authenticity he conld be any more certain,
One answer might be a personal staff--a sort of ad hoc comnittee--
which would aid him in the produwtion of intelligence sc long as the
smergency created by events in Korea should last., This seems to have
been the genersl background of the appointment of the Special Staff.

Authority for the Staff's existence lay in "ORE Operating
Procedure--Order No, 15" dated 3 July 1990 and signed by the Assistant
Pirector. This memorandum (1) “established in the Office of the
Assistant Director, Office of Reports and Estimates, & Special Staff
for the purpose of advising the AD/ORE on all matters arising from
the situation in Xoreas® (2) charged the Staff "with responaibility
for preparing reports and sstimates bearing on the present cris:!.a‘f
and suthorized it to "call upon all producing components of ORE for
such information draft reports, oral briefings, etc., as may be
required”; {3) sppointed eight members to the Staff, and (L) relieved
them from "all duties with their present divisions, A second "Operating
Procadure” (Instruction ¥o, 27) dated 12 July, somewhal eluclidated the
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first, Ita mein provision was that "The creation of the Staff in

no way alters the fundamentsl relationships of the AD/ORE with the
verious ORE components.” 1I¢ specified office procedures for handling
busineas through the st,a.ff.l A third Operating Pmcadnre‘ {¥o. 18,
sugust 3, 1950) assigned an "Executive Secretary” to the Jpecial Staff
who was to "receive and despatch communicsiicns pertinent to the
implementation of Reference (2)" (Operating Order No. 27) and "act
for the AD/ORE on administrative and intelligence matters incldent

to such operations,”

It seemsd to be mmde clear through the second Operating Procedure
that although the Assistant Director may have found the organizstion
sdopted in 1919 wanting in ths erergency, he was not prepared to alter
it to the extent of abolishing sny former procedures, In hls capacity
as producer of intelligzence estinstes on the very grave but presumsbly
temporary sitnation in Xorsa, he had simply invoked the aid of & new
staff, Ostenaibly, nothing else wes chanzed. |

This officisl explanation, however, did not znswer all underlying
questions, Initially the Staff was limited tc matters related to
Koreas snd for the durationj yet under the circumstances, there could
be no sstimates of any immortance that did not at least bear scms rela-
tion to the momentous evenisz in Koves; and it was impossible to foresee,
in the summer of 1950, how long the emergency would last, IUnder its
charter, the “taff could be confined to 2 few specialised estimates,
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1. PFor these and other documents related to the 3taff,
see folder in Mistoricsl Gellection marked "Specisl
Nt
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or might be made responsible for simost any estimate that was likely
to be written, What it was to do thus bacame a matter of interpretation,
(See below pp.53-55 for Staff estimates actually undertaken.,)

There were superficlel resemblances between the Speciasl Staff and
the 19L7 Intelligence Staff, It brought to mind also the Estizates
Group recommended in the Dulles Report. The Speclal Staff was a small
group, primarily of "estimators,” assoclated with the Assistant Director,
and charged with the responsibility for production as well as review
of intelligence that was "nationsl" in character, This ad hoc committee
could easily be transformed into the fully responsible "Intelligence
Staff" so long successfully opposed im variocus forms by the Branch
organizetion within the Office of Reports and Estimates,

Certsin indications, partly in the attitude of the Assistant
Director and partly in the nature of the staff, suggested that aome
such responsible group might be in the making, In privata conferences,
the Assistant Director told the Staff thet they should consider them-
selves to be his personsl representatives in dealings with the Branches.
They could and should go to the Branch Chiefs armed with the full
authority of the Assistant Director, If such a mendate were put into
practice, it would imply a considerable change in inter-office relation-
ships, It could hardly be taken as having no effect on the status of
the Estimates Production Board, for instance.

It was also notsble that the Assistant Director took an active

part in the work of his mew Staff, To its predecessors, he had never
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given mors than limited, ex-officio sattantion; to the Special Staff
he gave conatant and personal attention. Staff headquarters were
established within the so-called Genersl Division (2 recently anlarged
group engszed in the study of Cormmnications Tntelligence) and in
these headquarters, the Assistant Director spent all the time that
counld be spared from his other of ficisl duties, For ascme weaks, the
Staff was almost constantly in mession with the Assistant Director
in the chair, In a sense, rather than delegate the intelligence
functions of his office to someone else--as had often been urged upon
him--the Assistent Director had ressrved these functiona to himself
while delegsting the remainder of his taska to his Deputy, who, in
turn, had little if any commection with the Staff, This was, of course,
under unprecedeonted emergency conditionsy yet it represented a theory
with possibilities of future applicatian.l

As to the Staff itself, the proviso that it should "prepsre®
reports and estimates might be significant, ¥o previcus hoard concerned
with intelligence production {e.g. the Intelligence Staff; the Staff
Intelligence froup) had had direct responsidility for "preparation® of
sstimates, Indsed {see p. 31 sbove} this had been & function expressly
denied them by custom if not by decree, "Preparation" mesnt that the
Staff wuld write its own drafts of intelligence estimates, sven though
they deslt with matiers within the professional competence of one or
another regionsl branch, Such a function had always been part of the
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1. T™he Hllowing description of the Speclal Staff in session was
written by one of its mewbers in September 1950:

mspummrrummxm sitd,

And woighs in balance pieces wversus blts:

The looming menace of a worldwids clashe=

A missing oomme or a doubtful dashe-

Whether invasion of the lsles of Oreece

ould seriously shake the shaky peace--

Wether the State Departmant bye and bye

ﬁ.ﬁ. !Ltth the Specisl Stafl, sae aye to eye,
indueing CIA to weander,

Vi1 Toive thetALr Porce In the wild Blus yonder;

Whether, hﬂ»ﬂ this age of storm and clamor

Canmot e mdhd through Englieh grammar.

BDotines She erremt muse sits hesvily

Ypon the teening braing of twe or three,

Whe, with a flash of inspiration bright 2
Mu that "probably® might well be *snight®--
4 motion hotly shouted dowm by those

¥ho think that "probably® mekes better prose,
Besides the fact that substituting this

Might dangsrously m the emphasis

Senes soon both "might® and "pmbubh' ars dud;

\

Nesswhile the sun, within his crbit due,
Is west of Oonstitution Avenus)

%ot labor on the Staff ia shadows drear
Wdils Indochins wobbles toward the
Whils momently & present neutral na

with the Obit, seek mdat&an;

" ¥ails in Korea there are grisly scenss
As fight the Leathernecks--UN Marines.

Yot through is sll, our Hstion, Brave and Fres,
Is blessed with absolute Security,

ven though the Russiane, drunk with power,

mmumﬂ.uﬂumd houwr

When they wuld rend our Country bit by bit,
The Haff would thwart them with an EBstinate,

Wmmow

241 only aix Divisions disagree.

f
i
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Esbellished with irrslevant dissents,

{Beth State and Army sitting on the fence.)

This Estimate, our Nation's main reliance,

Tharough which to face the Krenlin with deflance
Shall yet the Russian menses diasipate

Wihea published--thres to sighteen months too lats.
Down to defeat the Kremlin them shall go,

Tts minions lying prostrate, and/or low.
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- 57 -

theory of a responsible "Estimates Group® or "Deputy for Intelligence,"
The ability of the Branches to nsurp this function was a NeCessary
feature of the position they had maintained in the Office,

One other aspect of the situafeicn might have been taken as avidence
of intent to make the Special S‘baf‘f sopething more than an ad hee
committee on Korea, If the Staff had been created solely to advise
the Assistant Director on Xorean matiers, it would have been logieal
4o expect that it wuld be made up primarily, if not exclusively, of
sxperts on Korea, plus perhaps spscialists on China and the USSR,
Actuslly, of the eight mem appointed to the Staff, none was exclu-
sively an expert on Koreaj only one specialized in the Far Eest,
and but one was a specialist on Soviet Russia, Of the other six,
one spacislized in ¥ear Eastern affairsl and one in those of Central
Buropej the other four were not apecialists at all, If they had ‘
any one qualification in comrmon, it was a general familisrity with
the intelligence estimetive process, as such,

Ho member was a "Branch Chief*; three were deputies of Branch
{hiefs, Seven of thq principal "camponénts“ then existing in the
office of Reports and Estirates (Global Survey, Western Europe, Near
East, Far Tast, General Division, and the Publications Division) were
®represented” on the Staff, Six (Latin Americe, Nortbern Division,
Eoonomics, Transportation, Intemational Organizations, and Plans

and Policy) were not. It was apparent that the Staff had not been
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solscted on purely representative iines a3 had been the case with

_ almoa$ &1l other O0ffice boards snd cormittees of any importance

{e.2. the Production Boards and the Reitsel and Stout Committees).

I the custom of Pcomponent? representation had been broken, and 1f
genersl "estimaiors® ocutnusbered aren specialists, it wes not 1llogical
to infer an essentisl difference between the Speciel Staff and its
predecessors, Since the Staff was obviously 111 equipped for the
first part of its official f\mctien‘( to advise the Assistant Director
with respect to Korea), it sppesred likely that it would concentrate
on the other part which had to do with production of intelligence
estimates, In point of fact, this was vhal ii- did.

Records dsted August 7 show that the Staff had "completed action®
on twelve items, the most important of which were: "Consequences of
the Xoresn Incident® (July 8)3 "Boviet Capabilitles with respect to
Japan in the Light of US Comnitments in Yorea® (July 7 and 10); “Effects
of & Voluntary Withdrawal of US Forces from Xorea® {July 10)3 two
memorande concerning enemy intentions and capabilities with regard to
Taiwan {July 17 and 27); a paper on the possidle uwse by the enemy sgalnst
Japan of Japanese Prisoners of War captured in 1949 {August L) a brief
copment on the implications of the return of the USSR to the Tnited
Nations {July 28), snd two papers having to do with the possibdlity
of Boviet aggression againat Iran and in the Balkans {July 27 and 29).
1t should be noted that all of these were in the form of *Intelligence
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Hemoranda® or "Speciel Evelustions,” which meant that they could de
sent directly to the Director and distributed by him without benefit
of inter-sgency coordinstion thus eliminating delay,

In preparation on the same date wers six items having to do
with (1) the possibility that the Communists would hold "eleotions®
”fm territory them held by them in South Kores, thus presenting the
i!uited Hations with a "united” Korea as & fait accomplii (2) an
analysis of various courses of action open to ithe United States in
Eoreas (J) an estimate of the world reaction, particularly in the
Horth Atlantic Treaty countries, of a declision on the part of the
United States Lo employ atomic warfare in Korea; (L) an attempt to
glean Boviet policy by ocbservation of Malik's conduct in the United
-Nationsg (5) sn attemt to determine the nature of relations betwsen
the USSR and Communist China, and (6) sn attempted re-evaluation of
evidence in the possession of American intelligence showing that the
US5R was or was vt preparing for immesdiate war, This last project,
which had been prompted by evidence recently uncovered by the General
Division, was considered the most importent of the six, Under the
code nems of "Project G4 1t was to have become & mejor study which
would coordinate the efforts of all parts of the initelligence structure
toward finding an answer to the guestion,

In addition to tackling the problem of Intelligence production,
the Staff attempted to do something about the companion problem of
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*pragrammlng“ wiich had been the principal subject of the report made

by the "Stout Committee® (See No. 7) four months previously. A
sub-committee of the Staff wes appointed for the purpose of deteraining
what further studies in addition to those completed or in process,

needed to be nade as & result of events in Korea., The sub-committee

on Augsust 15, reconsended certsin "aa;ef fields of study" in which

sueh estimates should be produced, amon; them beings the power status

of the U S%; Soviet intentions and political capabilities for ailitery
aggression; Soviet intentions in the United Natlona; possible areas
where the USSR might attempt further sggresszions on the model of Koresj
the probability of direct Soviet military action; the iamplications of the
Korean war for the United States, and consequences of wvarious possitle
settlements of the Korean war. In sddition, on Cctober 2, the same
sub~comalttee proposed certzin other projects in the foram of detailed
questions that needed to Le answered. Eliminating the detail, these
were: what changes had occurred since June in the military posture

of the USSR; whal weaknesses existed in the politicsl, socisl, and econounic
structure of the USSR; how grezt was the powsr complex then developing
in the "satellites’; how critical was the Central Buropean ares in the
balence of powerj what would be the value f&r the USSR at that time of &
conquest of Burope and the Near East;luhat would be the future capabllities
of Weatern FEurope with American help; to what extent wss the Far East
becomin sywpathetic with the USSR; to what extent were Chinese Communist
foreisn policies dictated by the USSR, and what was the actual position

of Indis in forelgn affairs., The Staff was never able, of course, %0
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1. This question had slready been treated two years earlier
in ORR 3E=LB
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sroduce estimates on any of the above, but the 1list was passed on to
the Office of National Estinates,

Two things should be evident about the Speciel Staffy first, that
potentially it represented accomplishment of the idea of & responsitle
"Eatimetes Oroup™ that had so regulsrly failed of eccépﬁance during the
previous four years; and second, that under the clircumstances in which
it was conceived, it could never have realized thet potentiality.

Fven aside from the approsching reor.enization of the Centrsl
Intelli rence Azency, it would have been difficult if not impossitle fer
the Staff to prevail as 2 resgonsible estiwstes usroup against internal
and external pposition. The orders of July 3 and 12, whether or not they
seesed to do so, had not clarified the relationship between the Staff
on one side, én& the Fstimates Production Bosrd, the fublicetions [ivision,
the verious Branch entimstes sroups, snd the Eranch organisstion in
reneral on the other. Fven for purposus of desliny with egtimates having
to do with nothing tut the Korean wer, that reletionship would have required
eventual clsrifiestion. The order of July 12 had saldi "The creation
of the Staff in no way =lters the fundamental relationship of the AL/ORE
with the warious 03F components." That of July 3 had sald: “.;.the
Special Staff will esll uwpon #ll producing componsntis of ORF for such
information, draft reports, oral briefings, etc., as may be required.® The
ore implied that Eranch prerogatives were unchanged; the other seid that
the Staff could "eall upon® the Branches “or service. Yet if it were trus
that the "Pundamertsl relatienship® between the fssistant Iircetor and

the Branches hsd not been altered, then there was no need for Brench
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Chiefs to comply when they were "c:lled upon®. Such & situstion could
not oo on forever,

While the issistant Dirsctor held the key to the situstion by virtue
of the suthorit, he enjoyed under the Director of Central Intellizence,
the Branches held another key in the form of their monopely of inform@tion.
This statement zsy seem contradictory, but it holds in the specisl cir-
camgtances under discussion. It is true that informetion cime into the
Office of Deports znd Estimates from State, the military deperitments and
from other sources; énd that none cof these was any more closed ic tie
Steff than to the Branches. TYet it was the Branches that had the
orzanigetion to abgorb the informetion, the Flles to retalin it, and the
specialiste to interpret it. & staff member, in other words, might form
a hypothesis of whose truth he felt reasonsily certein, btui if he sourst
to substantiate it, he must have reference to those betier inlormed than
he on speclial supporting points.

ranted that the Assistant Director had the authority to make anpy
use he wished of Branch facilities, and thet it would be rank insubtordinstion
for mny Branch anelyst or chief ito decline to elicit any information he
needed, yoi the problem cannot be realistically stated in those terms,
The peint is that the Staff could not proceed very far in the aciual
preparation of intelligence estimates without eczlling upen the Braanch for
gid. The resulte---whatever mey have been the technical relative position
of Branch and Staffe---was tc put the Branches in an setuel position of
ascendancy. Inssmuch ss the Branches were still as determined as ever to

maintain thelr position sa ageinat any steff, or even editoriasl suthority
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over them (see discussion above) it was probable that they would make
use of this acdventagze to insist upon their views as ageinst the point of
view of the Staff and to imply thst, after all was said snd done, only they
WOre aampétent to write ectimates.

Tnhe Assimtsnt Director had t-en the choice of acting conbrary to nis
experts' advice snd inviting possible penalties for doing so; or of taking
the occasion to make radical changes in his organization to the extent
of riddingz it of those who opposed the Staff idea. The time was hardly
favorable for the latter approach. The tendency, therefore, as it appeared
towarcd the end of the summer, was & drift back toward the status quo é&nte,

Tne Staff also feced the problem of inter-apency coordinstion. _The
need for swiftly transmitted #Intellirence “Yemoranda™ (see Farer Eé. 14)
was demonstratle under conditions of the sarliest days of the emergency,
btut that urcency could not indefinitely justify circumvention of National
Seéeurity Council Intellience Directives. Thes estimates to be coordinated
would be hihly controversial, If they were 3teff papers, the Jtaff
would have to take the lead in "coordinating™ them, th=%t im, obtaining
full agency concurrence Car the nearest equivalent) with whatever mi:ht
be the Staff point of view, an extremely dJifficult task under the best of
circumstances, If the Staff had to attempt it mimus wholshearted
eooperation on the part of its own Brench orgamisation, the difficulties
would be creatly increased.

The Staff, durin: its brief nistory, did not attempt to coordinate
many of its paers, When it tried, it usuelly had trouble. Between Agency

hosti)}ity to Central Intellisence that had been srowing over Lhe years
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(see No. §) and the lack of entmsiasa for the Staff within the Offlce
of Reports and Estimates, the way could nct have been eaay.l

The Specisl Staff wes rdissolved* by *G/RE Operating Procedup@—=~
Order No. 217 dated Ociober 26, 1550, The reascn given wWas that "emerpency
conditions® thet had prompted the initiation of the Staff had "stabilized
to the extent that reguler units of o/RE can.now adequately cope with
production require-entg...” Acta?lly, of course, the forthcoming formation
of the Office of National Fetimates wes gbout to supersede toth the

Special Staff and the Offlce of Reports and “stimates.

Approved For Release 2004/11/29 : CIA-RDP72-00121A000100010001-2



